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Connecting and Engaging with our Future


Theme Two: County Positions

Consider how your theme connects to and interacts with the theme “County Positions.”  Working with others at your table, take ten minutes and discuss the following – these responses should be recorded on the Recorder Sheet:   
In what ways are the themes Program Areas and County Positions connected?  How could changes in one theme positively or negatively impact the other theme?  
·  Not having specific program area silos

· Having general Extension educators instead of just being “the person” for one program area

· Is there a 5th program area? Evaluation, volunteer development/management

· Should we be using our base dollars to support administrative department heads in the county instead of for programming?

· This is a topic that we all take personally because of the issue of job security

· Our tagline that we adopted is “Your County Extension Office.”  When someone calls for information about a topic within that connection to the University, how are we going to make sure we have the staff to back that mission and vision?  

· How do you make sure you have an equal representation of staff in each program area?

· If we continue to lose positions in counties we will continue to lose specialists to support these positions and the program areas will get weaker and weaker

· Info at the campus level is useless without getting it to the counties.

· There is symbiosis

· Make sure program themes match rapidly changing county needs; especially when resources are dwindling

· I lived through it in another state, I can’t see how it can work.  Not enough one-on-one relation building

· The Ag. Agents seem to be a system not a heap said the CRD Agent.

· Value some positions more than others

· County board supports positions – some more than others

· County board will cut positions if positions aren’t doing what vocal boards want

· County budget determines what programs/content can go forward

· Does the state fund something 60%? Yes, sometimes.

· County boards see this as a non-mandated program – if counties are pressed, will they be cut?

· We’d better show that we have value

· County boards want proof of how you have impacted, e.g. eating habits in the county – concrete proof

· Counties are looking for duplication of services – where is the value in networking vs. being in meetings all day

· Need to show impact

· Wisconsin system seems more siloed than western state example.  Loose value to areas due to loss of efficiency

· Land grant university access isn’t utilized here

· Is it the right of the agent to address local needs, or do agents have too much freedom to simply follow their own personal interests?

· Are agents trying to do too much?

· What does a program area mean?

· We advertise our “expertise” in a broad number of areas, but what if that isn’t the skill of the local agent?  How do we say no?

· We need to evaluate most critical areas in the county

· If you lose position/or time in County then you lose input from the program area

· Programs are very broad already – if we lose county positions will cause people to leave

· If a position leaves, other people are left to pick up the program with little background or expertise

· Connections lost with county clients

· When one goes, others may follow – being lost

· County people keep grassroots involvement and county elected officials contacts

· Turn-over reduces political effectiveness

· Across county lines for expertise – but county presence to keep connections

· Some counties don’t have CRD agents – local towns need leadership

· Incentive to work in two counties

· Need more program area support

· As staffing reduces have agents specialize in one area and share with both counties.  Downsizing requires greater specialization.

· Two agents in one county, other two agents in next county.  Program in both counties.

· Not as much scholarly work will be done

· Worry about “burn-out” of agents.

· Do more cross-programming efforts – not as good at this.

· Better understanding from stat as to what is expected.  State expects more, i.e.: Department Heads.  Don’t have time to develop programs into “scholarly work.”

· Program areas and county positions are very connected.

· Avoid “glomming” functions/programs together – dilutes programs/expertise

· Strength in hiring a generalist in county

· More academic staff positions/internships rather than faculty at county offices

Need tenure to undertake risky programs

· 
If your birthday is in an odd month, get up and find a table in the Program Areas theme section.  If your birthday is in an even month, stay at your current table. Table Recorders will facilitate and record a fifteen minute discussion where each person at the table will share a significant conversation point from STEP THREE.
· Frustration at trying to stay abreast of emerging issues in county while maintaining existing programming
· Problems with cross-programming or funding restrictions

· Long standing Cooperative Extension commitment to having four program areas represented in every county that won’t be able to maintain

· Can we regionalize certain program areas?

· Would people either serve two counties in same program area or one county in two program areas?

· Counties don’t understand that things will need to change with state changes/units ( can’t have same level of programming

· Need marketing agent

· Decision on what our true brand is ( consistent branding

· More awareness building than marketing

· Should assess every county to determine highest priorities for programs – may be able to cross-county program/use internships to meet local priorities

· Should agents be based one per program area per county?  ( small rural communities need Extension – very few resources; whereas larger, urban counties have many nonprofit organizations and resources

· Should avoid performance-based budgeting

· County staff very valuable.  “Good bang for buck.”  County presence critical!

· If budget forces cuts, have greater specialization rather than generalization

· There will always be emerging issues, we can’t meet all emerging issues.

· Can’t meet all issues – have to pick and choose.

· Specialists important.  If we have less faculty, Extension will have to change. Use WisLine for training for multi-disciplinary agents.  How to train one person for multi-programming.
· State specialist didn’t seem to have issues with multi-programming

· Youth is an audience, not just 4-H.

· Not as many programs would be offered and community need would not be met.

· Cross-programming – no CRD or other program area, you lose interaction

· When you work a little here and there, then you lose the connections or history

· Loss of relationship building by local agents

· Knowledge of local people

· A variety of work keeps agents fresh

· Long-term commitments to specialists can be confining

· Changing to only current issues may lose some political support

· Faculty on campus need tenure in specialty areas – may hire more adjunct faculty

· County faculty are more flexible – more generalists

· Cut the 73rd county

· Kentucky has a 5 tier program

· Some discussion about how many support staff are on the county level compared to the state staff

· Program areas:

· Cons of reduced program areas – if that meant limiting positions

· How could you program across areas – would that mean more need for state specialists, could some program areas be easier, or some more difficult?

· Agriculture could be more difficult for cross-programming

· Or, is it a matter of better organization and better understanding?

· Would people feel disconnected from their areas?
· People couldn’t imagine what it would look like if there were NO program areas

· Agriculture – individual agents focus on specific areas, each county has an agent, but each agent is an “expert” in their area

· Experts take program “on the road”

· Careful to avoid concerns of county that “you’re never in your county”

· Is this perceived as a successful model by community?

· Why are we not looking at other state models (outside of Midwest)?

· Do that in Family Living, Youth, etc.

· Few specialists in state, support those

· Major program

· Agent/expert/specialist model

· Each county has a base agent, but each agent develops expertise in specific area – identify as a resource

· “Agent experts” as opposed to “team” approach?

· Cooperation with other neighboring states

· eLearning model (Washington State) - $3500/year subscription 

· Would agents still have ability to say what local needs are, and would individual agents have ability to say no?

· Where are priorities determined, and what is ability of agents to meet needs?

· Role of tenure in determining the program areas

· Tenure contributes to maintaining silos

· Perception that structured tenure system doesn’t necessarily fit well with emerging issues

· Agent “expert” might be called on to work for short periods of time on emerging issue, then finished
· What if we shifted to “issues” not programs ( we would lose focus

· As we have funding challenges, maybe we need to talk to county boards and see what they value?

· An emerging issue may not be important in some counties.  Some emerging issues are emergencies or highly specialized.

· How would you measure success in an emerging issue?

· How do we balance emerging issues with existing responsibilities?

· We need to work together across programs on issues

· Funding sources (WNEP) creates silos

· Concern as a state specialist that there would not be as much support on the county level (county board)

· Local issues v. emerging issues – “the big issues may not be our issues!”

· How is it defined as an emerging issue?  Is it really new?  Making sure there is a combo of new and experienced staff along with state specialists.  Also ensure that they are cross programmatic.

· What really is an emerging issue?

· The fear of what will happen to good traditional programs

· Pros and cons of not having program areas, just “general” educators

· Having a University home that each faculty member could identify with

· There would be good opportunities for professional development

· How do we react to the needs that are emerging on large and local scale?

· Funding – are we spending our funding in the best way?  Spending the funding (base dollars) on administrative duties and not educational programming

· Chasing the dollars vs. programming toward local needs

· If we are programming based on emerging issues, does that give others the power to regionalize us? (i.e. IL or MN)

· Sharing program leaders, how would that affect the program areas?

· District specialists along with state specialists

· Utilize all of the niches, knowledge, and educational base beyond their overall program area/county

· What really needs to be done?

· If we are regionalized, who fills these positions?  How do you make it equitable?  Are we really going to be able to reach the needs of our audience that way? 
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STEP THREE: The Big Picture
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STEP FOUR: Making Connections
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